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THIS EVALUATION IS CONCERNED WITH THE FIRST YEAR OF

IMPLEMENTATION OF THE VICTORIA FLAN IN A NEWARK, N.J.,

: ELEMENTARY SCHOOL. THE COI'PONENTS OF THIS IMFROVEMENT PROGRAM

: WHICH ARE DISCUSSED ARE CLASS TRIFS AND ASSEMBLIES, THE ROLE

! OF THE TEACHER, THE NURSERY SCHOOL, ANC MATERIALS AND
SUPPLIES. MOST OF THE EVALUATION IS CEVOTEC TO THE PRODLEMS
WHICH AROSE IN THE SOCIAL WORK PROGRAM, IN WHICH A FAILURE OF
COMMUNICATION AND CONFUSION ABOUT AUTONOMY AND LINES OF
AUTHORITY CREATED TENSIONS BETWEEN WORKERS AND
ACMINISTRATORS. 5T IS FELT THAT THE PLAN HAS BEEN
WELL-INTECRATED INTO THE SCHOOL AND HAS MET WITH FAVORABLE
REACTIONS BY TEACHERS. THE TRIPS ARE THE BEST RECEIVED ASFECT
ALTHOUGH THE SPECIALISTS AND EXTRA SERVICES ARE CONSICERED
“SATISFACTCRY OR BETTER." FRESCHOOL CLASSES ARE *FRUTUC G
RESULTS® IN LESS THAN A YEAR OF OFERATION, AND THE ACCITIONAL
MATERIALS ANC SUPPLIES HAVE BEEN VALUAELE. ALTHCUGH THERE HAS
BEEN LESS CISCIPLINE SINCE THE FLAN BEGAN, THE FRCEBLEM CCES
NOT SEEM ABNORMAL. IT IS FELT THAT SOME METHOD SHOULC BE
WORKED OUT TO REPLACE FERSONNEL WHO LEAVE CURING THE YEAR.
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Abstract

A final evaluation of this project will be difficult, since the
delay in the formulation of a design has limited the types of data and
comparisons availatle., The current report will deal mainly with the
implementation of the plan during its first full year. Suggestions on
possible research methods to be used in a later evaluation will be
covered in a separate report.

A three man team spent over a week in the Cleveland school mostly
in interviewing and observation. Preliminary checks on tehavioral and
academic improvement showed no changes at this time. 4

Cleveland was a good choice cf sites largely because of its prior
faculty study in a similar area and its administration, which is open to
innovations. Early doubts have faded and the teacher attitude toward the
plan is good.

The plan programs have been well integrated into the school.

The class trips have been the most spectacular part of the program
and the best received.

The special teachers vary in performance. All are satisfactory or
better. Some additional coordination of special and regular teachers
seems needed at Several points. Remedial reading programs have been
generally the most useful.

Pre-kindergarten classes have been imaginatively handled and are
producing results in less than one year.

Additional materials and supplies have proved quite valuable
particularly in the library. There is some confusion about the availability
and delivery of small items to teachers.

The social work program has suffered somewhat from several types of
| confusion over roies, both of individuals and of social workers generally.
( Clarification is needed.

Discipline may be looser since the Plan was inaugurated but there is
no evidence of an abnormal problem in this area.

Some method should te arranged for the replacement of personnel lost
during the year.

Generally the plan is well thought out, staffed, and established.
The remaining problem to be explored is whether it works.




Introduction

This evaluation poses several types of problems to the researcher.
It is unfortunate that some of them were not taken into account before
the project was begun.

1) The project was designed for maximum effect on the students
without particular consideration for future applications or generalizations
to other schools. As a result several factors operate in a more positive
manner than could be hoped for in a general replication of this approach
across the Newark school system. Cleveland was selected as the site for
the plan largely because of favorable conditicns, such as a progressive
and willing administration and the previous involvement of its teachers
in planning for the similar South Side Project. The personnel brought in
to the school are a sel=ct sample with more education, experience, and
ability. It would be impossible to duplicate this staff at a large number
of schools. Any special experimental situation penerates mctivation which
would not be present in a general applicatinn of the same ideas. 3Such
motivation often produces positive results under unfavorable conditions.

If Victoria's efforts produce positive changes it would still be
somewhat venturesome to use the ©'lan as a madel for a major attack on
deprived schools. It may prove more useful tc consider the Flan as an
upper limit than as a normal case.

2) No arrangements were made tc make an evaluation cf the separate
components involved. The different services interact in special ways with

each student producing a situation in which it would be quite difficult tc




decide on the relative merits of each type of work. The most reliable
conclusions will have to be those which involve the entire program.

3) There is no basis for deciding whether results are due to the
Plan or simply to changes in the general social situation, or to the
normal improvement in a school system over several years.

Comparisons of the students who will be enrolled in 1968-69 with
those of 1963-64, the last pre-plan year, would be limited to largely
academic data of the type kept in school reccrds or availatle from the
citywide testing program. They would be further limited by ensuing
changes in the nature of the school population, district lires, racial
attitudes, changes in educational methods, staff changes, and other
similar variables.

On the other hand comparisons with neighborine schools are also
confused by several factors. The schools in the area differ in size,
level of reading ability, socio-economic variables, and intelligence of
the students. FEach school changes with time sc that the best comparisons
may chanee between 1965 and 1970. Finally, Title I funds from the
federal gsovernment are beccming available to the comparison schocls.
These funds are being uszd to initiate programs which are modeled after
some elements of the Victoria Plan. 1In fact two staff members from
Victoria are now Title I project directors at other schools. However,
it seems doubtful that the other programs can match the early start,
larger investment, and high quality of the Cleveland project in the next
few years.

L) The changes envisioned in the Victoria Flan involve quite

basic modifications in the attitudes and experiences of the students,




frequently opposing directly the training in the home. Improvement will
not be easy to produce. It seems likely that overt modifications large
enough to measure will not be apparent in less than a three-to-five year
period. The chance of finding changes after only one year of the full
prosgram is small.

5) While instruments exist for an evaluation of whatever academic
progress occurs, the attitudinal and other behavioral modifications pose
a difficult problem. Such formal tests as have been constructed in these
areas are not designed for this type of ropulation. The poor reading
level and lack of familiarity with standardized tests at even the sixth
grade level would be sufficient to invalidate many approaches. Likewise
collection cof data from the homes is close to impossible on more than a
semple basis. In this social class it has been estimated that fifty
percent co-operation from the family is the best that can be hoped for.
The co-operating families would be a badly-biased group on which to base
Judgments.

6) The turnover of students at Cleveland is high. About 300 of
the 1300 students change during the school year. Only U0O% of the
students who complete sixth grade entered in kindergarten. The averarge
child spends 4.5 of the possible 7 years in the school. This turnover
produces a continuing transfusion of the prevailing negative attitudes
towardi education, lack of special abtilities, and cultural poverty from
the surrounding culture. This dilution in every grade level may serve

to mask or to slow down ctherwise possible improvements.
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Trese six problems and others of a similar nature limit the
possibilities for evaluation of the Cleveland projJect. As a result of
the difficulty of coming to unambiguous or detailed conclusions it seems
appropriate to make a comparatively modest analysis aimed in two
directions: first, a long range design aimed at specifying the methods
to be used in evaluating whatever changes occur as a result of prolonged
enrollment under the Victoria Plan; second, an analysis of the program
and its accomplishments at this point with primary emphasis on the
adequacy of its structure and use. The research design will be dealt
with in a later report. The remainder of this paper will consist of

an assessment of the current situation.

Method

A three-man research team spent over a week at the Cleveland
Elementary School. Data collection was largely by ccnfidential inter-
views and classroom obserwvation. Every member of the teaching staff
and administration, both Victoria Plan and Cleveland, was interviewed
individually. These discussions in all cases included the stren: _hs
and weaknesses of the education offered at Cleveland both before and
during the Victoria Plan.

A selection of both Plan and Cleveland teachers were observed
in actual teaching situations. In addition the nature of bvoth school
and citywide records and testing programs was evaluated for future use.

Preliminary checks were run for changes in such variables as

reading, attendance, intelligence, discipline, and academic achievement.




As suggested in point four of the introduction these showed no changes

large enough to warrant additional attention at this time.

History of the Plan

Several factors combined to lead to the chcice cof the Cleveland
Elementary School as the site of the project, amonz them being the
suggestion by the Newarx School officials that the project be related to
the Southside Projlect and West Kinney Junior High School. Another point
was the prior involvement of the Cleveland faculty ir a prlanning project
for cultural enrichment and their specification of types of help they
wished for their teaching. This was particularly useful in establishing
a friendly attitude toward Victoria on the rart of the teachers, since
any self-created proposal produces more identification and effort than
one imposed from outside.

The choice of Cleveland appears tc have teen a happy one for the
possible success of the Plan since Cleveland enjoys strong administrative
leadership and has a tradition of innovativeness as a school.

Cleveland is otherwise a fairly <yprical school in the ¥ind of
depressed area which has come to characterize the inner areas of many
cities today. As its establishment some seven years ago many cf the
teachers were assigned to the school who would not ctherwise have chosern
it. Today only about one-fourth of those teachers are still rresent;
their replacements are younger, less experienced, and less well-trained
for this type of work. Nevertheless the present faculty ranges from
average to excellent and the generally good morale of the schocl helps

many tc 4o better wcerk than might be expected.




At the administrative level the relationship between the principal,
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Miss Parker, and the Victoria Plan coordinator, Mrs. Joyner, has been
most fortunate. Miss Parker is a strong administrator, accustomed to

making decisions and accepting the responsibility for them, highly

respected by her teachers, and open to all suggestions, yet not inclined
to accept them unless warranted. Mrs. Joyner is a sensitive individual,
adaptable to the necessities of a situation yet determined to get the Jjcb
done. She has also shown herself to be open to communication with
everyone involved in the program. It would be hard to overstate the
contribution of these two persons to the formation, development, and
effectiveness of the program. l!lew patterns have been required and it is
fortunate that, as Miss Parker has pointed out, in the Newark School
system the principal has considerable autonomy, permitting quick
implementation of decisions in the emerging program.

At the outset of the program there was some resentment on the

part of the regular staff that no teachers in Clevelard had teen chosen

for Victoria positions. This was related partly to the possibilities

of advancement which mieht go with being chosen for Victoria. These
feelings appear to have subside@ nlmost entirely. It is important to note
that the Victoria program has now teen soc completely merged with the
regular program of instruction that on the level of personnel most
teachers at Cleveland have difficulty in distinguishing those positions
provided under the plan from the others. There is little attempt made to
see that Victoria gets the credit in this area, and this wise reserve

seems to have contributed to the zcod relaticns currently found. The




general feeling is that "Cleveland is a good school which is doing some-
thing significant." The interest of the people in the Neward Board of
Education, particularly Dr. Campbell, and of the members of the Board of
Victoria, especially Mrs. Chubb, has also contributed.

At the present time the general attitude toward the Flan is quite
positive both among students and teachers. The former identify Victoria
primarily with the trips and programs. The latter range in their opinions
from "Victoria has not made much difference as far as I can see. Under
Miss Parker w: have always had a good innovating school,"” tco "The
Victoria Plan has made all the difference in the world. I feel luck" to

be in a school where it is in effect. “f the entire teaching group only
one individual was basically negative toward the plan, while perhaps one

third could be describe? as hishly enthusiastic. The remainder unifcrmly

felt that in many areas real contritbtuticns are being made.

The Victoria Program

The strength of the rlan lies in the perscnnel whc run it. The
people added to the school rangze frcm good tc outstanding. Both regular
and added staff agree that in the long run the effectiveness of the
classroom teacher is the most important single factor ir the grcwth cf
the children, and work towari that end. Ceveral teachers thought
originally that the Victoria rlan would make their work easier, but they
now see that although it has made their work more interesting and
diverse, "Victoria has meant more work for us, not less.”

When teachers are asxed to descrite the Victoria plan, they usually

mention the class trips €irst, the special teachers second, the materials




and added resources third, and the special assembly programs last.
Rarely were the pre-kindergarten classes or the social workers listed
as part of the Victoria Plan. The trips seem to have been mentioned
first because they represent a dramatic addition to the school program.
Arother factor may be that these are the only part of the program
uniformly labelled as Victoria, and so come to mind more easily. EZven
when pressed most teachers maintain that they would list the trips and
additional resources for the classroom teachers as the most significant
parts of the prograr. Let us now turn to a discussion of each cf

these parts.

1. The lass Trizs ant In-Tohecl Ascemtliles.,
Tacr. class rade five trips durineg the year, acccmpanied by two
teachers and 2 few parents. Teachers repcirt that the trips give the

for arnd toc talk
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n days ahsent frcm cilass
cor each teacher in a year., when this {s aided tc the consultations

and other gprograms which withdraw teachers from their normal positicns
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the grounds of some complaints from varicus teachers tecomes apparent.
it was suggested that *he trirs were 1isruptive of clas~ routines. Any

possitility of having a subztitute replace the extra teacher should be
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The in-school assemblies aimed at cultural enrichment and focused
around music, dance, and puppets were spoken of aprreciatively by the
teachers--particularly since some who had previously teen responsible
for assemblies could now relax.

2. Victoria Plan Teachers.

The generally high juality end effectiveness of the project teache:s
were observed under a number >f classrcom situations and supported by the
teachers in the interviews. [he opinicns on the individual teachers
varied widely though few were negative,

Some friction was evident at points., While the general rcle cf the
project teachers is cleer scme additicnal djirection would te prcfitatile
on specific points. The juesticn of whether the regular teacher should

remain in the room 1uring the prole~t teacher's presentation s a complex
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oparaticns and cother wrorx s highly prized
by some of the regular teachers, while some of the rr-l'ect teachers are
Just as happy %0 sec the regiiars .eave, “n %he cther hand several
proect teachers feel that *heir rervizes gre net fully used since cc-
ordination of their efforts ani ¢hose ~f ‘he repylar teachers suffers

wnen the regulars do not xnow what material is presented. Likewise scme
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resyronsitility lies for initia*ing rdinaticn of special
prolects with classes. While some teacherz have nc Aifficulties in this
area, others tend to assume tne first ster lies with someone else.

“larificaticn ~n these two points would be worthwhile., The prolect
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teachers could be reminded that the time they spend outside the class-
room has an effect on the morale of the regular teachers and urged to
avoid "conspicuous' use of such time.

One difference in the perceptior of the special teacher's role
could be put this way. Victoria yecople tend to repcrt that their chief
Job 1s to reach the teachers, through demonstrations and conferences,
with improved ways of carrying on the teaching functicn. The teachers
themselves are more likely to stress the rcle of Victoria people in

reaching the children directly.
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Some special at*enticn i te giver. t¢ the remedial reading
teachers. This is a misncmer; reaiing srecialists would te more
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3. Pre-Kindergarten Classes.
Nursery school for children with limited social or cultural
backgrounds has been well estatlished as a methcd of improving school

adjustment and performance. The nursery school run urnder the Victoria

Plan is small bu* has been randled well and imaginatively. One interesting

idea was the beginning of each grour with three or four children, ther
slowly adding one child a day Tor the next twc or three weers. This
permitted the first childrern chosen for sccial problems tc estatlish
secure relations with the small prour ani teachers tefore the cthers
introduced.

The success of oven the KAl year in 15%L-05 was shewn ty the
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nlear differences could te ldentified n-t -~nly teluweern lue pre-rinier-
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] cribed as more confiient, resp-neive, astentive, fesure, ani yob o acman
o K v 1~ - . . ~
A€ the *eacher's attenti~n and approvas,

;
|

arranged for by Victoria are of real renefic juring *he ceacthine year.

However there was nc legree ~f uniders*anding indisated ~r the juerticn

of now much money was available 7or what sarplies or how trogo oatout
rettine it., (everal teachers indicnted purchases of materialis from th

4 Dockets, even without explaring ske vrezitility of asking for it
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garten children and those with no pricr exrerience tut alsc in cemparisen
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~omments of the rgindergarten teachers who recelved the children this yeur.
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through the school. There appears to have been some delay during the
past year in getting supplies through the regular channels.

The library has profited from its redecoration and expanded book
funds. It is now the showplace of the school. The circulation of its
3,000-0dd volumes increased from 7,000 to 13,000 in the last year.

The general facilities and supplies in the Cleveland Flementary
School appear adequate. The building itsel! imposes the most severe

restrictions with its multiple floors and gquite limited space. There is

ct

the usual group of study materials adapted more te suburbia than s

depressed area and it is imperative that as materials sucn as the Eank

[

Street Readers or Miss Fatol

3
]

anier become available they should te
adopted.

The main limitations in *his aren are cutside ¢f Victoria
auspices: too few teachers €or the pupils and toc little spuce to
teasn them in.

g 2 - 3 .
5. 3ocianl Worx

Zvaluation of the social wnri program poses protlems which cannct

be overcome in a direct manner,
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of the included servi-es under the Victoria rrcgram, rcints out that
despite seventy years of practice, hundreis ~f thcusands of patients, and
thousands of experiments, there iz n~urrently nc gncd evidence on the
effects »f therapy either rro or ~cn. Oomething ¢f the sare situaticn

applies to social work. Both the criteria and the d4ata are toc private

to permit ready examination.




The approach that is usually used is one of face validity. If
we place competent personnel in positions where they are doing what they
have been trained to do, and if they feel they are accomplishing some-
thing, then we feel that the program is satisfactory.

In the case of the social worx at Cleveland these criteria are
met on the whole, but even at this level of evaluation there is
considerable evidence of possible improvement.

The problems which have arisen ir *this aspect of the program
seem to be due to a misunderstanding of roles which is almost tragic
in its dimensions. Prior to the estatlishment of the Victcria Plan,
Mrs. Gilmartin, now the coordinator of the sccial work program, had
worked at Cleveland two days each weex as a social worker, Both she and
Miss parker testify to the happy and fruitful relationships arnd
performances of that pericd. Ccmrunicaticn was cpen, freguent, and
informal. Much case worx rct done,

tion of cther

»re

With the establishment of the plan and the aid
social workers, Mrs. Gilmartin was lesignated ms ccordinater of the
Social Work program, but the responsibilities and prercpatives cf that
office were not spelled out. Mrs. Gilmartin reports that she felt guite
pressed, by the sheer presence of the aiditional workers, to do tre
intake and casefinding work which cculd te assigned to the new workers
as well as to supervise in gereral the work cf the whole program. The
new social workers, however, did not really see her as supervisor in
that sense, which made for some difficulties, The workers from agencies

such as the Youth Development CTlinic feel that their primary position is
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within their own agency and only secondarily in the school and the plan.
Three chains of command make a complicated situation.

Miss Parker assumed that the social work program would be
coordinated as a part of the program in Cleveland School, so that the
whole operation should come under her general supervision and should
constantly feed certain kinds of information to her. Mrs. Gilmartin
and her staff on the other hand tend to think of social work as a
professional specialty which requires a certain autonomy and resgect,
and which should only be reviewed by fellow-prcfessionals. The social
workers suggest that it might be better if the social work center were
outside the school in a nearty location, while cne has said that she
can see no advantaze in the school relationship Tcr the social workers
or for the children.

The result has been a series of regrettatlie misunderstandings
and tensions between Mrs. Gilmartin and the schocl administration. The
administration feels that it has lost, to some degree, the admirabdble
services of Mrs. Gilmartin as a sccial worker and that there is now
very little feedback of informaticn from social work teo administration
and to teachers. The teachers mcstly agree that the social work staff
does not contribute much to their understandine of the children's
problems. The problem of initiative in “eedback is present, but if the
teachers approach the workers they often receive informatiocn of the
type desired. The social workers on their side feel somewhat pushtied and
challenred by the adminis*ra*i-n ani have roacted to this with some

jefensiveness, ospecially »n the part of their coordinator.
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Mrs. Gilmartin also feels that the teachers have been slow about referring
problems to the social workers, "Teachers tend to hide their problem
children, very much as parents do," -- and that this slowncss has made
her position more difficult.

It is for these reasons that we refer to the present social work
situation as tragic. All of the people involved are well-trained and
highly motivated, but the differences in understanding of the various roles
and responsibilities has led to some defensiveness, suspicion, concealment,
and hostility which have mutually strengsthened each other. There seems little
real reasaon why some changes and clarifications could not be made which
would solve these problems. ]

Formalization of the rcle ¢ <he coordinator and the methods for

and types of feedback which may be expected by the administration and

teachers would be a first step.

It i{s apparent, however, that there may well te a real divergence

in the interests of the social worrers and thrhe school as a whole. The final

commitment of social workers is, in cne sense, to the individual child and
sometimes his family, while that of the schocol, beth teacher and administra-
tion, must be at least partially to the whcele group of children and the
institution. While displays of agrression may and often do further the ulti-
mate development of a passive personality they may also disrupt the work cof
thirty other children., Self-actualizatior and socialization are not congruent
concepts.

Tt seems advisable to stress more strongly to the sccial workers
their role in the instituticnal framewnrk and the effect ¢of their comparative

autonomy in nours and work on the school as a whole, The school =taff, on
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the other hand, should be reminded that the social workers are not miracle
workers and are not in the school primarily to remove problem cases from
the teachers' hands.

It is probably easier to educate the social workers than the regular
staff, btoth because of the numbers involved and the nature of the needed
orientation. While the consultations and workshops which have been held
are a step in the correct direction, the process cf reorientation involved,
in considering the child as a full person in a given cultural setting
rather than as a student in a classrccm, is a long term proposition.

Jespite current problems the social work program was acknowledged
as useful and necessary by all the school staff. Several teachers commented
that it was a wonderful thing to be atie to send a disturbed or disturbing
child down to the social worrers, and that such children often returned in
a much improved frame of mind. As one teacher remarked, "Thank God she was
there! I am in a different state when they come back tec. Just for this

alone they are helpful.'

Coneluding Commenteg

“ne comment that was heard from the teachers with a fair degree of
regularity was that discipline at Cleveland is poor. It is quite possible
that the Victoria Plan has lowered the precision with which the school can
be run as a result of the ‘reedcm the youngsters experienced cn the field
trips and may have carried btack *~ the classrooms. The number cf children

in the halls has increased with the srecial prolects, use of the litrary,
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trips to remedial classes and social workers. The number of substitutes
involved in the Victoria Plan also will contribute to poor overall disci-
pline. Combining these factors with a student population which is heavily
weighted with problem children, it is easy to understand why many of the
teachers would feel concerned.

The members of this research team agree in feeling that no problem
of an unusual nature exists in this area. The children were generally
under control and evidenced little disorder, particularly at the lower grade
levels. It is suggested that such discipline breakdown as may have occurred
is all to the good in that it indicates more permissiveness and expression
being granted to the children.

A real problem was created for the school and the plan by the depar-
ture of the language arts teacher and one of the reading specialists. The
Department of Personnel did not replace them during the remainder of the
year. While their problem is understandable, any reasonable method which
would hasten replacements to the Victoria plan would be Jjustified since one
function of the project at this time seems to be as a model for other
attempts. While Miss Parker does not feel in a position to suggest freezing
the current people to their jJobs, since this might operate to their disad-
vantage, some method of replacement is indicated to offset losses during the
year.

As the various aspects of the program at Cleveland school have been
examined, one feeling which has bteen repeatedly expressed is that the Plan

is "over the hump." The difficult initial phases have been worked out,
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experience has been gained, salaries are rising, a small personnel turn-
over is expected, early Jealcusies have disappeared, and the social work
situation is being worked on. During the next years the effectiveness of
the program should expand on this base,

The foundation for the Victoria Flan has been carefully laid in the
last year and one half. The personnel and prcgrams are well chosen and
have been integrated into the Cleveland Flementary School almest ccmpletely.
As it stands the plan is an unusually well-worxked-out aprroach to the
problem of the school in the deprived areas cf the central city. The gques-
tion of whether this approach Justifier the sutstantial investment in it

remains to te settled,




